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The way our thinking works

ACTIONS !

We take action!
BELIEFS

Adapting beliefs based on conclusions

Draw conclusions from assumptions

CONCLUSIONS

Let’s Climb
the Ladder

ASSUMPTIONS

Make assumptions based on meaning

MEANINGS

We assign meaning to “chosen” data

SELECTED DATA

Choose the data based on beliefs

OBSERVATIONS |

Directly experience events or facts
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You’re presenting to the Executive Committee

Speed through the most important slide

ACTIONS |

I’'m not good in executive settings BELIEFS ]
Result:

Ironically, that rushed
ending does reduce

confidence in you.

CONCLUSIONS'

I need to wrap this up quickly
I’'m losing credibility ASSUMPTIONS

MEANINGS

They are bored!

EVP checks their watch —

Senior executives at a conference table |JISESSSAIEAS
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The Ladder of Inference is based on the work of Argyris and Schon. See C. Argyris, R. Putnam, and D. Smith. Action Science: Concepts, Methods, and Skills for Research and Intervention. San Francisco: Jossey-Bass, 1985
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TO BE SAFE
Stay Low on the
Ladder

ACTIONS

BELIEFS

CONCLUSIONS
Where we go
wrong and where
we can fix it

ASSUMPTIONS

l- .
—

MEANINGS

Challenge meaning you
are making based on the
“selected data”. SELECTED DATA
————
OBSERVATIONS

The data you select is

based on existing beliefs.

_
POOL O DAT
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The Ladder of Inference is based on the work of Argyris and Schon. See C. Argyris, R. Putnam, and D. Smith. Action Science: Concepts, Methods, and Skills for Research and Intervention. San Fram Jossey-Bass, 1985,
Here is the bigger communication challenge
Thei Y
1
,
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POOL OF DATA POOL OF DATA
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The Ladder of Inference is based on the work of Argyris and Schon. See C. Argyris, R. Putnam, and D. Smith. Action Science: Concepts, Methods, and Skills for Research and Intervention. San Francisco: Jossey-Bass, 1985
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Coming Down the Ladder

You question your way down.

 POOL OF DATA _ > _
- —

- Influence doesn’t start at the top.

There Are Three Types of Questions

Exploratory Reflective /| Generative
/ Questions ' Questions _/ / Questions
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Exploratory Questions
(Expand the Data)

Say more about how you're seeing this.

What's leading you to that view?

What else should | be considering?

Can you give me an example?

e —

= Purpose: Add missing data.

Reflective Questions
(Test the Meaning)

» What story am | telling myself?

» What assumptions might we be making?

> |s there another way to interpret this?

» What evidence would challenge our conclusion?

POOL OF DAT

————

—» Purpose: Slow down meaning-making.

www.extraordinarycommunications.com | 1.980.243.4215 | info@xcomminc.com




3/2/2026

Generative Questions
(Move Forward)

» What outcome are we trying to create?

» What would make this successful?

» Where do we actually agree?

» What's the smallest next step?

e ——— |
-~\<‘QOOL OF DATA > e

= Purpose: Shape action intentionally.

Strategic Communications

Explore the Ladder of Reasoning
BALANCING INQUIRY & ADVOCACY

THEIR STORY YOUR STORY

5 CONCLUSIONS » CONCLUSIONS g:(;
748 What they believe What you believe B

INTERPRETATIONS | | INTERPRETATIONS s
! How they see it | \ How you see it

DATA THEY FOCUS ON DATA YOU FOCUS ON ‘

What matters most | What matters most >

e
— -

INFORMATION AVAILABLE , INFORMATION AVAILABLE If_}

The facts we share - ‘ The facts we share
= - i ———

R - —
SHARED REALITY ~ l

Where Understanding Begin’é"";ﬁ

The Ladder of Inferenceis based on the work of Argyris and Schén. See C. Argyris, R. Putnam, and D. Smith. Action Science: Concepts, Methods, and Skills for Research and Intervention. San
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